I 

k 

\ 

\ 

l 

\ 


Approved^- Release 2002/06/26 : CIA 7 RDP78-044yA0001 00020002-4 


SECRET 


1 ivl 

3 Juste I9&8 


He 


"\Z 


SUBJECT? So rm ITvjrugbta cm FsEor© Dlrecllsa.3 


25X1A 


25X1 C 


B 
w # 


satins time uii®x Km sam-th® te ?iifa job Indicate where, X 
S 3 a DIvMea are &trd shtsisld b© fcg&dfag, to mmm oi 

«*? major problems etad.S© solicit ymssr vtew*.; First « few personal 
prsji?^tes , s ali-ciald be eat^loj^ed. 


25X1A 



component could tlo.. To the ib-st allow ourselves 

to bo diverted from this parpen i feel lave -*r« dsgtsd® oar 
capability to perform our assigned mission , I am suspicious 

must r<erf©xm this or that 


©f the argumos* that 


overt task because only w can do It as ■»*!! or as emcleistly 
The overt tasks Involved may range from a one time 

request to high level pressor® to keep ue in 


certain overt nation building activities. The prop-?? 
reaction to these pressures &~rd revests le, ( of course, 
always a matter of command a»d political judgment, but 
I am personally coavinced that we must to iho maximum. 
pm&Bt extCiT snow to dwett* oar ©Rsrgles, funds sued 
personnel to doing the jo b 
dose only by 


atarglei 

shat c«m, .fa actual Ss.cE b& 


B, IbrofeasloaoHera? It is possible to carry out the 
boldest operation against t ha toughest target if it Is done In a care- 
fully pknaad and executed /aaiic.«., I have; s low threshold 
of tolersfise for tflip.-bod opsr&cfeas and for thcj-v who eseeme 
them, re$?S only because they ©Era explode fa our iaces bus 
more Impostaatly because rbey don’t get the job dona. 
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in teg rity? Th*?r« axe fey qualities 

importek ftftSto business, I btslieve, rfem our • 

capacity '£0 pri’ss^'at ho£$££ly and pf€eb?;?Iy within 

t«w? &£Ss about both cp&eticsis tkM persona®!, "Tell it 
liter it is” could well share spare wii chfcer mu*® ela&sfc'id 
quotation.;:? 3La our Hcsdqcaxtera fzmt eatrasee., There 
will always fee honest. diiffe.rts'ae&s of opinion, but decision 
making at ev*ry l#r»l is a fe easier lecd rights If we 
&;re honest with eajli orii«i’ about chi? &$$&, 


25X1A 


^ jOoaoma^l: At every lsv«l a frem the Chief, 

there 


| to th# ca«&* oithxr, 


■} a e©mmf®< 

which Iavoiv^s? a) Ds-ridlng what should fe d-onj 
b) Giving a© explicit tostometsoaa as possible as to wfest 
fe required ®| Making sure is gets dsn* and d) Evaluating 
El^ results Tha cronnutad lias is end should fos a two 
way street, Au iksrcikstga of idreo bmr**n all level* 

,ls basic. si?. d necessary to th® decision u?4t«iag prociesa. 

All too ©&STU hwevsr, we have making ifee 

bird oacisloas on vAwX to do. wi* epgH ocs pctrcly our 
requirements we fail ».© ioHow Uuoo^li and critically 
evaluate tlvs results , I think w« na®d to drv^lop-more 
pi acl&e^ ways ot si&xlag mso eomn^nd jitetw work* 


Our operational mlifeco will act efeiige gs-c-nly as 1 *«? it. te 
eJaacieertee colhMtlco we nee;.* to cantinas and improve effort to «& 
ni the itard targets , V/e how meda onormoa'* etr ides la the pom years hi 



Ibe ktsy to cor program is &uu hard target uiuttf tes as tix-yialding 
dsterralaation to build quality operations to pxe*luc« quality reports, I 
would Like it cisaxly matter > toed that a. good report weighs tex mere heavily 
la favor et a Station ttota s. score c.f mediocre ones . Oer reputation is . 
built not; on tfe number of reports ve produce feat o?.i th@ e^tenr to which 
they answer the eriticai high !w«l r^qulremsufis,, The Soviet rarget iu 
the hardest of all to crack, tis-a most .frudfcretljfijj ®s?d tos* hast . rewarding 
ia t**ms of nttorn /or ocr cp«reti»«U toYesftueiiC. Is. «v^ry Stision which 
has fiucKS!* to tltis turg-st I. would LCcc to on® steyfe «bj«etlve - rwt salt 
« Soviet offklal. We caa watry eceut ths reflrisjnwta Jster. We wi;U 
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sure ©a the hard targets and on developing the 
prcyc-:iflivi?al!sm throughout ihc Division which feae targets require., 
We fee® c.a saio.rw.eus' challenge hut the "Grist Wall" Is alx^ndy broken 
and cracked and out ’two mice" have bsea replaced by. as increasingly 
productive operational effort , 


la the field of covert action our course is not so easy to sum tip 
as tht problem is Car mor<? entwined with the wi&i world of political. 
soc?.*l. econotalc sad military events, Out efforts here once Use covert 
requirement is identified must focus first ©a the question of hosr «rs 
ctm move people atid influence eveste la aa elfeetlw way., la this, 

I think, the leverage factor is critical. That is, if we expend our racncy 
and resources, is it likely to -make nay real dlffersu&e? Are ih« covert 
action msebauisms we construct, whoa placed to balance with all the 
other forces at work la. a country or am, $5&ig t© have a significant: 
impact In moving events in this direction w® want them to go? It is easy 
to- stats the nuesiSon, answering ii requites opemtlocal, historical and 
social judgment of the highest ., fe requires el so as objectivity 
difficult to develop in a crMoal situation, Theice Is much w«* can do 
and should do in the lie Id of ] I 

action to advance U. S, lasoreata to Asia, ! hope tog^lWix we can develop 


25X1 C 


more precise ways of dst-crmlntog v/iw« we should invest _ our __i 
restricted supply of money and pgtfsnxutoL 


iacr««toKly 


We will continue cur effort to develop -bett-sr operational nttaxgsciiBHt 
tools, better ways of assigning' and <mlu«ttog our permnoei, letter 
planning and programming for. tho future aad will he in touch with you oo this 
fjpeeiiios, Wc aotd to thoroughly revamp our unofficial cover programs 
keep up the pressure ©a the technicians and communicators for better 
equipment and above all edac&fe ourselves better both formally and informally 
for the demanding tasks that faes us. 

To rmn the challeagss of Asia and U, S„ involvement to it to the 
years slvs&d, we will need all the drive spirit and iroagto&fcj©.o tor vrnicb 
this Division is justly famous, I will, particularly. iwed the help and 
a upport of each of you, I solicit your thoughts and comments on any and all 
subjects * Togafcar, I’m sure we can snov^ nliesf*- 
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Chlaf cf Station, 
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